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THE PUBLIC INVOLVEMENT PROGRAM
IN THE OKANAGAN BASIN STUDY
JON O'RIORDAN*
INTRODUCTION
In 1969 the governments of Canada and British Columbia signed a
four-year agreement to develop a comprehensive framework plan for
water and related resource management in the Okanagan valley,
located in south central British Columbia. As the study was one of
the first of its type to be undertaken in Canada, innovation and
experimentation in basin planning techniques was encouraged to
forge suitable tools for future studies. Although important new
approaches were developed in many components of the study,
perhaps the most imaginative and successful were undertaken in the
program for involving the valley community in the planning process.
This paper discusses the main approaches and methods selected to
involve the public and reviews their effectiveness. Before the public
involvement program is discussed, however, a few facts concerning
the scope and nature of the Okanagan Basin Study should be
presented.
THE OKANAGAN BASIN STUDY
The Okanagan valley lies in the dry interior of British Columbia,
extending 130 miles north of the international border and covers
over 3,000 square miles in Canada (Figure 1). In 1971 the valley
population totaled 115,000 persons, more than two-thirds of whom
lived in the urban centers of Vernon, Kelowna and Penticton. Until
the mid-1960's the Okanagan economy, based on extraction and
processing of primary resources-forestry, mining and agricultural
products-grew relatively slowly, but recent economic incentives to
manufacturing industry coupled with an explosion in the tourist
industry greatly diversified the economic base and resulted in rapid
population growth.
This stimulated economic activity increased problems of water
resource management in the basin. The Okanagan basin is comprised
of a series of warm water lakes, the largest of which is Okanagan
Lake. Rapid urban growth coupled with inadequate waste treatment
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The Okanagan Basin in British Columbia, Canada
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and intensive agricultural land use practices accelerated eutrophica-
tion of the smaller lakes and the shallower parts of Okanagan Lake.
Major summer algae blooms in two of the valley lakes have already
affected the important tourist industry in recent years. There was
also concern that the expanding population, industrial and agricul-
tural base would outgrow available water supplies in dry years and
severely restrict nonconsumptive uses of water for fisheries, recrea-
tion and wildlife under average runoff conditions.
The mandate of the study was to prepare a framework plan for
managing water quantity, water quality, water-based recreation and
sport fishery resources to the year 2020. A six-person Federal-Provin-
cial Consultative Board was appointed to head the study, though
most of the day-to-day administration was undertaken by the Okana-
gan Study Committee and its Study Director (Figure 2). Reporting
to the Study Director were the coordinators of the six majoi study
components, including the leader of the public involvement program.
While the Consultative Board made decisions within the planning
agreement, final decisions on plan implementation rested with the
appropriate ministers at the federal and provincial levels of govern-
ment.
The Consultative Board developed a five-step planning process
which guided all facets of the study, including the public involve-
ment program (Figure 3). This sequence of planning steps, con-
sidered essential to integrate the various components of the study,
was repeated three times, for 1970, 1980 and 2020 levels of demand,
to complete the comprehensive plan. To be effective, all study com-
ponents had to mesh with this planning schedule, which proved most
challenging to the public involvement program. With this brief back-
ground, the rest of the paper is devoted to a review of how the public
involvement program met this challenge.
PROGRAM START UP
At the beginning of the study most of the valley community was
aware of the water resource problems outlined earlier and a signifi-
cant minority had actively protested lack of action by both the
Provincial and local governments. Consequently, the four-year study
was greeted with mixed feelings-one segment was satisfied that the
comprehensive approach to the problems would satisfactorily resolve
conflicts, while others were skeptical of yet another government
study and were calling for action.
In light of the uncertainty of the senior governments regarding the
concept of public involvement in 1969, the agreement was written in
January 1976]
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very general terms, dictating "that the comprehensive plan be truly
responsive to the wishes of the people for which it is designed" and
that the Okanagan Study Committee "shall involve the public in the
planning process." Thus, while studies in hydrology, limnology,
economics and fisheries biology were launched immediately accord-
ing to well-tested techniques and approaches, the public involvement
program floundered because of lack of practical precedent in pro-
gram development. This situation was compounded by the reluctance
of the Consultative Board to accept a program with which it had no
experience and over which it had little direct control.
Consequently, the program was developed incrementally, moving
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from relatively familiar to unfamiliar ground and expanding in scope
and purpose as the public and study personnel developed mutual
trust. Initial emphasis was placed on the tested techniques of public
meetings, public seminars and questionnaires. At the beginning of the
study, when only limited technical information was available on the
water resources in the valley, most attention was focused on under-
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standing the goals of basin residents for the Okanagan over the next
50 years. Public meetings were held in each major community,
attracting over 600 written and oral statements. Many of the state-
ments ranged well beyond the confines of water management, touch-
ing on concerns for maintaining a high quality environment, stricter
controls on economic development, support for the agricultural and
tourist industries and need for a valley-wide planning authority.
Comments on specific water management issues emphasized improv-
ing water quality in the lakes and streams and controlling consump-
tive uses of water to minimize conflicts with nonconsumptive uses.
As is the case with most submissions at public meetings, it was not
possible to assess how well these views represented the opinions of
the community at large. To check this, a broad cross-section of the
community was surveyed. A random sample of respondents from
384 households was selected from all parts of the valley, the cities,
the farms, and the villages, and questioned on their knowledge of
water resource problems, participation in community affairs and
opinions on the major issues raised at the public meetings.
In most respects, the survey results backed up the opinions
expressed at these meetings. Water quality deterioration was ranked
as the major problem, though rural respondents were generally more
concerned about security of supply. Given the choice, most respon-
dents were willing to sacrifice some measure of economic growth to
maintain a high quality environment. Although respondents were
generally aware of water resource problems, in most cases they had
not communicated these concerns to any level of government. Many
felt a sense of alienation from the government planners, a feeling that
was translated into general distrust of the planning process and lack
of optimism concerning the Okanagan study.
One other important finding from the survey was that a large
majority of residents belonged to one or more community interest
groups. Consequently, all major interest groups were contacted to
determine their memberships, organizational structures, communica-
tion linkages with other groups and range of interests. Altogether,
more than 40 groups were identified, including irrigation districts,
service clubs, unions, conservation groups, tourist facility operators,
historical societies, chambers of commerce and student bodies. This
survey provided basic information for the interest-based planning
model described later, as well as a major start on a mailing list for
disseminating study information.
The committee responded to this public feedback by expanding its
economic and social studies, undertaking new land use and institu-
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tional analyses, and developing a multiobjective planning framework.
In this atmosphere of growing public awareness and interest in the
study, it became obvious that the public involvement program would
have to break the shackles of traditional approaches so that a broader
range of public input could be obtained. Thus, after the study had
been underway for almost two years a consultant was hired and given
a broad mandate to communicate with all public interest groups
identified earlier in the program. By this time considerable informa-
tion on water resource management conflicts and issues was avail-
able, and the consultant made good use of slides and videotape to
educate many interest groups on the scope and objectives of the
study. This phase of the program culminated with a two-day public
seminar-workshop attended by more than 100 community leaders
and study officials, at which the plan for 1970 levels of demand was
presented.
Although considerable effort had been directed toward involving
community organizations in the planning process, by the spring of
1972 it became obvious that the program was far from meeting its
objectives. The program coordinator began to identify with specific
interest groups, notably those with conservationist and strong envi-
ronmental philosophies. Consequently, public opinion was being
manipulated, broad areas of community interests were ignored, and
the media were not being utilized to inform the unorganized sectors
of the community. Furthermore, there was a real danger that the
technical planning studies would forge so far ahead of public aware-
ness that public feedback would be sporadic and ill-informed.
Such was the interest in experimenting further with techniques for
involving the public that the Consultative Board did not retreat
behind the relatively protected curtain of public hearings, but
decided to replace the program coordinator. More specific guidelines
were established, though their intent remained the same, to develop
two-way communication with as wide a range of the public as pos-
sible and to report public preferences back to the Board within the
time schedules demanded by the planning process.
INTEREST-BASED PLANNING MODEL
The interest-based planning model was developed to handle
information exchange with the public in an efficient and concise
manner. The main feature of the model was to bring together a range
of community interest groups in the form of citizen task forces
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which became representatives of valley opinion. These task forces
consisted of four types of citizens (Figure 4):
1. Organized public-interest group representatives;
2. Unorganized public-concerned citizens;
3. Special interest groups-native people, technical people;
4. Local politicians.
To reduce the lobbying power of a single interest group, no more
than one representative of any interest group was allowed on each
task force.
Careful preparation was required in forming these task forces. At
this point in the study there were two major conflicts within the
valley community. The first consisted of contrasting viewpoints and
philosophies between various interest groups: chambers of commerce
and conservationists; industrialists and recreationists; rod and gun
clubs and land developers. The second was associated with competi-
tion between regions within the valley over economic development
and provision of community services. Consequently, emphasis was
placed on developing consensus between interest groups within each
region. Once this was achieved, it was hoped that a single valley-wide
task force could be established to spread consensus throughout the
community.
Six community task forces were formed (Figure 5). Four of these
task forces were regionally based, one in each of the major economic
units within the valley. One was a political task force, composed of
elected officials from various municipalities and regional districts.
The sixth was a technical group of locally-based federal and provin-
cial government officials and other individuals with technical experi-
ence in water resource management in the basin.
Members of the technical and political task forces were selected
through invitation, so that the most senior people or their designates
were represented on these working committees. More democratic
methods were used to choose members for the four regional task
forces. Each major interest group was asked to select a member from
its ranks to represent the group. Most responded readily to this
approach, though in a few instances the program coordinator was
forced to choose a member. A number of concerned individuals who
had contacted the study office to offer their services were also
invited to participate in these regional task forces. Finally, to ensure
that a broad range of interest groups were incorporated into these
task forces, the program coordinator invited representatives of com-
munity interests not already covered by the organized groups or
concerned individuals in a given region.
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THE "INTEREST- BASED- PLANNING" MODEL
FIGURE 4
The "Interest-Based-Planning" Model
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Representation on Citizen Task Forces
Each member of the task forces was provided an agenda, a 60-page
document which presented a range of water management alterna-
tives, together with supporting technical and economic data of a
draft plan for 1980 levels of demand. Task force members were
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asked to rank their preferences and identify any alternatives or data
required to complete the 1980 framework plan. To provide time for
review, each task force met once a month for a six-month period to
discuss each of the five major components of the plan-economic
growth projections, management of water quantity, water quality,
municipal and industrial wastes, and water-based recreation.
The style, content and intent of these task force meetings con-
trasted sharply with the public meetings held earlier in the study.
Whereas public meetings allowed individuals free reign to expand on
personal philosophies and lobby groups to dominate, task force
meetings were carefully designed to avoid dominance by any single
interest group. In addition, each member was required to read and
digest the appropriate section of the agenda each month, and mem-
bers who attempted to dominate the discussions with empty rhetoric
tended to be disciplined by other members anxious to work through
the subject matter within the allotted time constraints.
This type of discipline was not suited to all members, and
absenteeism grew during the six-month period. Generally, the first
few meetings were well attended, but attendance then dropped, and
in three task forces, including the political task force, membership
remained below 60 per cent throughout the remaining sessions. The
technical task force meetings were always well attended, perhaps
because members could participate as part of their occupational
responsibilities, whereas other members had to meet in their free
time. Because of this absenteeism, the theory behind the interest-
based planning model was not borne out in practice, for there was
seldom a complete spectrum of interests around the table.
Despite these drawbacks, the main objective of these regional task
forces was achieved at the end of the six-month period. The interest
groups within each task force reached a broad consensus regarding
the preferred courses of action for the 1980 framework plan. There
remained important differences between the regional task forces,
however, and it was decided to meld members of the six task forces
into one single valley-wide task force (known as Task Force Seven)
to create regional consensus on a framework plan for 2020 condi-
tions.
As attrition had taken its toll on the membership of the first group
of task forces, the task of selecting the membership for Task Force
Seven was not as difficult as for the regional groups. Each of the
original six task forces selected three of its own members to sit on
Task Force Seven, and, again to ensure that a complete range of
interests were represented, a small number of additional task force
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members and residents were invited to join the large group. Task
Force Seven had 24 members, supported by approximately 20
alternate members. According to a post-study evaluation, all original
members of the six task forces not invited to join Task Force Seven
felt their interests were represented by others on the larger group.
Task Force Seven became institutionalized as the major voice of
the Okanagan community for developing a water management plan
to 2020. The task force met seven times throughout the remainder of
the study. Each meeting was attended by several study personnel
who could provide information and answer technical questions.
Because highly motivated citizens were represented, attendance at
meetings was good, the discussion was focused and, generally speak-
ing, consensus was reached on all major facets of the plan.
The discussion format for Task Force was revised from that of the
earlier groups. The task force developed its own comprehensive plan
for 2020, based on data for the 1980 plan, and technical data re-
quested directly from the study team. This outline was then filled in
by the study personnel, who continued to develop alternative plans
for comparison, until a single plan was hammered out by the comple-
tion of the study.
PUBLIC INFORMATION PROGRAM
Task forces only allowed a small fraction of the Okanagan com-
munity to participate directly in the planning process. To supple-
ment this process, therefore, a public information program was
developed to educate the general public on major study findings, to
secure as much response as possible and to ensure that the task force
recommendations did in fact reflect the preferences of a majority of
residents.
All public media facilities were extensively used in this program.
Traditional techniques such as news conferences and news releases
were used sparingly to retain a sense of "event" and avoid overuse
and consequent dulling of public interest in the study. Key individ-
uals in the media were kept fully informed on study progress, and
their ensuing rapport with the public involvement coordinator helped
reduce misrepresentation and misinterpretation of study news.
On three occasions all media facilities combined to present a
multimedia seminar on major issues in the study. The format for
each of these seminars was essentially the same. All local newspapers
carried a summary page containing an outline of the major topics to
be discussed on radio and television in the evening, thus serving the
dual purpose of informing the public and advertising the evening
[Vol. 16
OKANAGAN BASIN STUDY
presentation. After the single local TV station had broadcast a
half-hour program on the major topics for discussion using video film
and interview clips, five of the six valley radio stations joined forces
for a three-hour radio program. The main portion of this component
was a coordinated open-line program, during which people from all
parts of the valley called in to discuss their views. This feature
provided Okanagan residents with an opportunity to react both to
study personnel and other members of their own community. A
further advantage was that a person living at one end of the valley
could listen to viewpoints expressed by another at the other end of
the valley on common topics under discussion.
Although these multimedia seminars were similar in format, the
participants were quite different. The first seminar was hosted by
technical study personnel who presented highlights of the water
management alternatives for 1980 levels of demand. In the second
seminar, selected members from the first round of task forces
debated their preliminary recommendations for a comprehensive
plan with the general community. No study people were involved
other than the program coordinator. During the final seminar held at
the end of the study the Federal-Provincial Consultative Board
presented its final set of recommendations.
Public response to all three seminars was excellent, and debate was
generally of high quality. An estimated 10,000 people turned in to
the television portion of each seminar, and over 5,000 people
listened to the entire radio program. As many more probably listened
to portions of the presentations, these seminars accomplished more
than any other mechanism to inform the general public on study
progress.
The second major educational tool was the written word. The
cornerstone of this outreach program was a set of ten data bulletins
prepared by study personnel detailing in layman's terms the major
facets of each component of the study. More than 5,000 copies of
these four-page pamphlets were made available to the public through
mailing lists or at information locales. By the end of the study, more
than 1,500 people were on the mailing list. In addition, many reports
resulting from various studies were published in limited quantities to
provide more technical information to task force members and other
interested citizens.
Most of this written material was available at information locales
-regional libraries, banks, barber shops, waiting rooms, any public
location where people have time to read. Some 560 such centers had
been established by the end of the study. An additional advantage of
establishing information locales was the sense of responsibility devel-
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oped by establishment owners or managers. Most of these people
became personally involved in the study, often discussing it with
their customers, thus forging an important link between the study
committee and the public.
Audio-visual materials were used extensively at public workshops,
seminars and speaking engagements. Three films were produced dur-
ing the course of the study. The first, entitled "Will There Be Water
Tomorrow?" illustrated the major conflicts in water use and water
quality in the major lakes and tributary streams. The second dealt
with projections of economic growth in the valley and was entitled
"A Future for the Choosing." Interviews with technical people in
this film made them better known to the valley community, and
technical data and information became more relevant. The third film,
"To Our Children's Children," explained the recommended compre-
hensive plan for water management to the year 2020 and replaced
the final report for many valley residents who did not have the time
or resources to digest the written document.
Speaking engagements by staff of the public involvement program
and technical personnel rounded out the information component of
the program. More than 200 presentations were made at service
clubs, community groups and schools. It is estimated that more than
3,000 high school students had direct contact with study personnel.
In fact, an educational program was prepared which developed into
part of the school curriculum during implementation of the plan.
PUBLIC REVIEW OF TASK FORCE RECOMMENDATIONS
Because of the workload placed on the task force members by
keeping up with study progress, they had no time to debate issues
with their reference groups. Consequently some checks were devised
at various stages in the study to test whether task force opinion was
representative of the community at large.
The first of these was the second multimedia seminar discussed
earlier, in which the representatives from the six regional task forces
presented and defended their recommendations during two hours of
open line radio discussions with the listening public. This proved to
be educational for both the participating task force members and the
public.
Once Task Force Seven had reached a consensus on its preferences
for a water management plan, a white paper summarizing this plan
was prepared and distributed to interest groups and interested
citizens throughout the valley. To provide an opportunity for
citizens to respond to this white paper, II public meetings were held
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by the staff of the public involvement program and members of Task
Force Seven in the major valley communities. Few indicated any
major disagreement with these recommendations, though in some
instances individuals felt that some recommendations, notably
regarding waste treatment, did not go far enough; In most instances,
task force members defended their recommendations, and where no
resolution to a problem was reached at the public meeting, the issue
was referred to a full Task Force Seven meeting for further debate.
The major disadvantage of these public meetings was lack of time
for adequate debate of the more controversial issues. Thus, a full
review of all general and detailed recommendations prepared by Task
Force Seven was undertaken at a public workshop attended by all
key study personnel and more than 50 citizens representing a broad
range of community interests. At this workshop, final touches were
placed on the Task Force Seven report to the Study Board, and
much discussion centered around implementation of the plan and
means for continuing the public involvement program during imple-
mentation.
SUMMARY AND EVALUATION
The public involvement program in the Okanagan Study had three
major components-program start up using tested techniques of
opinion surveys and public meetings, creation of task forces to
permit direct citizen participation in plan development, and a public
information program to keep the rest of the valley community aware
of study progress. In general, these components were carefully
directed so that they paralleled the major steps in the planning
process described at the beginning of this paper (see Figure 3):
analysis of existing conditions, projection of water and related
resource demands to 1980 and 2020, and evaluation of alternatives.
The cost of the public involvement program over four years was
less than $200,000, or approximately 10 percent of study budget.
More than 75 percent of this sum went to salaries for the two pro-
gram coordinators and their staffs; the remainder was spent on media
advertising, publication costs and expenses of task force members.
These costs do not represent the entire financial picture, however,
for the citizen task force members donated their time voluntarily,
and study personnel had to spend extra time in travel, data prepara-
tion and attendance at seminars and task force meetings.
It would be illuminating to evaluate the benefits of the public
involvement program and compare them with the real and hidden
program costs. The federal government has initiated such an assess-
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ment by contacting a sample of task force members, citizens and
study personnel and attempting to determine the most effective com-
ponents in the broad array of communication tools developed in the
study. Results of these surveys are not yet available, but from a
qualitative viewpoint, the program appeared to meet its objectives.
A broad cross-section of the valley community was informed
about the study, and many communication avenues were opened to
enable citizens to participate. As a result of public response, the plan
was broadened to include a greater range of economic growth pro-
jections, reflecting clear public preference for a low-growth plan;
greater emphasis was placed on improvement rather than mainte-
nance of water quality levels in the valley's lakes; large-scale engineer-
ing solutions such as interbasin water diversions were rejected in
favor of water conservation measures; and a sense of urgency was
incorporated into major recommendations relating to broad regional
planning and waste management. Both the study personnel and
citizens participating on the task forces agreed that they gained
immensely from their mutual interaction.
A number of factors contributed to the success of this program,
but perhaps the most important was the variety of avenues provided
for public response. In any diverse community such as exists in the
Okanagan, no single communication technique can be adequate to
cater to public demands. Those wishing to participate directly could
do so by joining one of the task forces or interacting with a task
force member. Those who were satisfied by simply keeping abreast
of the major developments in the study could do so through the
public media. Those desiring occasional interaction with study per-
sonnel on issues or final recommendations had opportunities to
express their views at public meetings and seminars. All avenues were
used, all were effective within their own rights, but their combina-
tion provided real strength to the program.
It became obvious during the course of the study that effective
citizen participation (defined as continuous interaction between
citizens and study personnel) could only be achieved by a small
fraction of the valley community. The challenge was to ensure that
this group represented as broad a cross-section of community
interests as possible. In fact, only about 75 citizens of a valley
population of 115,000 sat on the first round of task forces. This
total was reduced to 24 for Task Force Seven and further reduced to
seven for the preparation of the final report that was supposed to
represent valley-wide preferences.
To broaden the participation process, it was hoped that task force
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members would debate study progress and issues with members of
their referent interest groups, but little of this occurred because of
time constraints. Assimilation of the basic outlines of the compre-
hensive plan incorporating regional economic analysis, hydrology,
lake limnology, as well as fisheries biology and water-based recrea-
tion studies, required all available time at a member's disposal,
especially since all members except local government representatives
donated their time voluntarily. There was simply too little time to
discuss the issues with other members of the community, and conse-
quently, the task force members became snared in the same trap as
the bureaucrats whom they had originally criticized for alienating the
public. Undoubtedly, the greatest single benefit of the task force
model was incorporation of key members of middle-class action
groups into the planning process. Through their understanding of the
problems and complexity of water resource planning, potential nega-
tive criticism was transferred into a positive response and a sense of
cooperation. Back up techniques, such as use of the media and public
seminars and meetings, were essential to ensure that the task force
recommendations were acceptable to the general public.
Four other factors contributed to the success of the program.
First, after early problems, it was managed by a competent coordina-
tor and staff. The coordinator is critical in fashioning the program, for
he must remain a communication fulcrum between the public and
study personnel, yet avoid advocacy positions or manipulation of
public desires. He must walk this continuous tight rope, yet be flex-
ible and ready to innovate as new challenges arise. The first program
coordinator failed to retain his objectivity and thereby lost cred-
ibility in the eyes of both the study personnel and many members of
the valley community. His replacement carefully negotiated the tight
rope throughout his two-year tenure, retaining the trust of all partici-
pants so essential to the success of a public involvement program.
Second, a considerable burden was placed on technical study
personnel to prepare data that were both relevant to the questions
being posed by the public and easily understandable. Complex issues
were carefully distilled and condensed into 10 four-page bulletins
which provided members of the public with a basic understanding of
the plan's major components. In addition, questions raised at task
force meetings and at public seminars were promptly answered,
increasing the credibility of study personnel in the public's eyes. This
direct interaction with the public helped to produce a final report
which was comprehensible to a large section of the informed public.
Third, the Okanagan valley not only contains a geographically
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stable population base, many of whom belong to one or more public
interest groups, but is also served by relatively efficient media. The
wide range of public interest groups facilitated inclusion of a cross-
section of the community on the task forces, while the established
media network greatly facilitated dissemination of study informa-
tion. In addition, valley residents were generally well informed on
environmental issues and concerned about protecting the valley's
unique environment. Many responded to the challenge of participat-
ing in a study that could significantly affect the valley's future. This
closely-knit social structure undoubtedly helped shape the public
involvement program, a factor that should be carefully considered
before transferring the program to another locale.
Finally, since the purpose of the study was to develop a broad
framework plan for water management, none of the recommended
alternatives had the immediacy of plans which involve financial
commitment, expropriation of property or other direct impacts that
can generate an emotional public response. The main participants on
the task forces were middle class, well adjusted citizens genuinely
concerned about the valley's future. Some early posturing was over-
come in the task force process, partially by distributing much
information and partially because task force participants realized
that more open communication was developing than had occurred in
the past. As a result, reasoned attitudes prevailed throughout the task
force process, contributing to the spirit of cooperation. The distant
implementation dates also helped; no one felt threatened, and there
was always adequate time to iron out problems.
In summary, the public involvement program associated with the
Okanagan study was designed to suit a particular set of conditions-
developing a framework plan for a small, closely knit community
served by a sophisticated media network over four years. Extensive
changes in design would likely be required if any of these conditions
were altered. The program was experimental, and a number of
lessons were learned which would result in significant changes in any
future program.
First, key individuals in the community should be identified and
contacted at the beginning of the study to aid in definition of study
scope and objectives. This early involvement reduces public
skepticism of planners and also makes the study more relevant to the
community needs. Task forces should be formed early but be
designed around a flexible membership, for different people become
interested at different phases of a study. Furthermore, task forces
should not have to meet so frequently that their membership has no
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opportunity to study the issues and to discuss them with other mem-
bers of the community. Although reasonable efforts should be made
to attract a broad cross-section of the community to these task
forces, in practice only a core of key participants will remain. An
open door policy permitting anyone to participate, coupled with a
good public information program will generally unearth the com-
mitted citizens concerned about a specific issue under study. This
will avoid the expenditure of manpower and resources to coax less
committed citizens onto task forces who will drop out after a while.
Another way in which the program could have been strengthened
would have been to gain greater involvement of local political leaders
at the municipal and regional levels. Attendance at the political task
force was poor, and only four politicians sat on Task Force Seven.
Consequently, when the plan was finally presented, many local
politicians were opposed to certain important recommendations,
even though they were supported by the public. Many reasons have
been given for this lack of involvement, including a desire to main-
tain objectivity by standing apart from the task forces and a need to
retain a decisionmaking authority independent of the public. The
separation of power between the public and politicians should have
been communicated at the outset of the program. The public can
participate in the planning process and make recommendations for
managing a specific resource, but politicians make final decisions
involving trade-offs between resource management and other needs
for the community within budget constraints. If this distinction had
been clearly made, perhaps the politicians would not have felt their
positions threatened and would have been more objective about the
program.
A successful public involvement program should be self perpetuat-
ing, for it will raise the level of community awareness of other issues
in the region. This has in fact been the case in the Okanagan. Since
completion of the study the public has been involved in a water
resource allocation study in a small tributary basin, as well as in the
design of a regional plan for the main urban center of Kelowna. In
both cases, the task force process was applied and developed into a
more effective mechanism. Indeed, the relative costs of these pro-
grams were greatly reduced compared with the main Okanagan
study.
To some extent these lesser studies may have diverted attention
away from implementation of the comprehensive framework plan
developed by the Okanagan Study. At the time of this writing, little
progress had been made toward plan implementation, and no overt
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concern was being expressed by the citizenry. It will be interesting to
see how long this silence remains and whether the reality of public
involvement during the study will expedite its successful implementa-
tion.
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